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ABSTRACT 

The project reported in this paper reflects an effort 
to establish an audit plan irhich can serve as a basis for discussion 
and which may evolve into a useful research tool for studying the 
internal information diffusion system of a complex organization. A 
mass communication model, modified from Harold D. Lasswell, was 
adopted to represent the key variables of the information diffusion 
audit. The project was limited to complex organizations because their 
complexity determines the effectiveness of the information system and 
they have both the resources available to determine objectives and 
the structure for achieving these objectives. (RB) 
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The project reported reflects an effort to establish an audit plan 
which can serve as a basis for discussion and \'hich rnry evolve into a 
useful research tool for studying one typo of comniunicativc behavior vn*.thin 
the context of an organi^iation* 

1. This paper presents an audit plan for the internal infortnatioa 
diffusion system of a complex organisation. 

1.1. Audit Plan. The project describes an audit plan because this 
device represents a research tool integrating field study (in the organiza- 
tion) v?ith quantitative evaluation of the findings (variance analysis). 

1.2. Internal. The project is restricted to an internal system 
because (1) this type of information system is most subject to organizational 
control (2) this allov;s the population of potential users to be easily 
determined, (boundary questions become truly academic) and (3) this system 
would already possess communication channels (informal as well formal) v;hich 
could be examined. 

1.3. Information Diffusion Systen. This is an aggregate of interrelated 
elements comprising a unified process of distributing or disseminating data 
that is meaningful from the user's vie\7point. The focus of this system is 

on the use that the receiver vjill make of information. 

1.4. Complex Organization* The project is limited to complex organi- 
zations because (1) the complexity of the organizational structure vill 
determine effectiveness of the information system, (2) ^ complex organi- 
sation x^ould have the resources ava?,lable to determine its objectives, and 
(3) the complex organization would have the structure for reaching its 
objectives. 
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2. Purpose. The purpose of thib audit ic to provide Q structure and 
set of concepts for both the practical and theoretical analysis of an 
organization. 

2.1. Intervention. As the process of intervention into complex 
organization becomes more sophisticated, nei? and better tools for analysing 
the organization vjill become necessary. The goal of any intervention is to 
help the client system to better achieve its objectives, but a tool is 
necessary to determine ho^-; v?ell the objectives are currently being met. 

The client system may realize that it has problems but v;ithout some systematic 
approach, the client system will not be able to identify problems for 
treatment. 

2.2. Logic Systems. The logic systems currently available for organi- 
zational analysis are generally adapted to simple, organized problems 
(formal logic), simple disorgnnizod problems (multiple equations), and 
complex disorganized problems (statistics). The problems of the complex 
organization, houever, are both complex and organized. These problems 
require a logic system that is both complex (the audit uses quantification 
to deal v;ith complexity) and organized (the field study can determine the 
nature of the relationships governing the organization). 

2.3. Research. The primary goal (eventually) of this project is to 
develop a research protocol for studying information diffusion. The 
methodology vjould be field study and the analysis, mathematical. 

2.31. Operating Research. The first use of such a research protocol 
vjould be to help the organization to improve its activities for achieving 
its goalij. To this end, the audit would generate data concerning (1) current 
contributions to objectives, (2) problem areas, and (3) possible solutions 
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to problems* 

2,32. Basic Research, Although I (the author) do not like the vjord 
basic in this context, I have no other vord to describe the concept. The 
audit, in this instance, ^;ould be used to gather information about the or- 
ganization in order to improve ouv theories about the operation of organi- 
zations* Thus, the audit could contribute both to practitioners and 
theorists. 

3. The Model. In order to have some kind of a control element for 
this project a model of the key variables is desirable. 

3.1. Model Requirements. The type of model for this project must be 
essentially a process model, concerning the relationships among variables. 
The audit model for accounting V7as examined, but rejected because it concen- 
trates too much on valuation. The audit model for management audits was 
also examined and rejected, because the model concentrated almost entirely 
on subjective measurements (replication of any study using the model would 
be next to impossible). 

3.2. Model Used. A mass communication model, modified from Lasswell, 
was adopted to represent the key variables of the information diffusion 
audit. This model appears in Figure 1. 

Figure 1. 
AUDIT MODEL 

WHO 

gets WHAT information 

WHEN 

through uhat MEDIA 
in what FORMAT 
from WHOM 
\iith vhat EFFECT? 
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Who refers to the user of information, V/hat refers to content. V/hen 
refers to timing, Kodia refers to the chanr*el through \>?hich the information 
is transmitted. Format refers to the general composition or style in which 
the information is transmitted. Wh om refers to the source of information. 
Effect refers to the results or end product of the information. 

4. Elements of the Technical Evaluation. This section refers to the 
hardware requirements of the system. The focus of the technical evaluation 
is on those factors which are essential to any information system, indepen- 
dent of the context of the system. 

A.l. Input. Any information system must have input of data. The 
system may generate its own data or it may drav? data form its environment, 
but data must be input before information can be developed. 

4.2. Storage. Once the data has been input, the data must be stored 
until they are used. Storage may take a variety of physical forms ranging 
from a man's memory to a file of magnetic computer tapes. 

4.3. Processing. The data must be processed or interpreted in some 
way in order to become useful. Processing may range from individual value 
judgements to statistical manipulation. 

4.4. Control. The system must have controls to insure that data to 
be processed are accessable from storage, and to insure that the programs 
(not necessarily computer type-, but that is the allusion) for processing 
procede as planned. 

4.5. Output. Finally, any system must have an output of the processed 

data. 



5. Elements of the Objectives Evaluation* This section refers to 
the software requirements of the Information diffusion syctem* These 
are the elements that t7lll be determined according to the specific organi- 
zation. These elements reflect subjective evaluations and are operating 
primarily on a policy setting level (rather than an implimentation or 
technical level). 

5.1. Determining Objectives. The first step in setting up the audit 
system is to determine the over-all objectives of the organization. Mote 
that the organization may have more than one objective. The range of 
objectives vjill depend on the organization, but they might include profit, 
rate of return, number of clients (customers), sales, services provided, etc. 

5.2. Activities necessary to attain Objectives. Once the objectives 
have been determined, the organization must decide how - in teems of 
specific activities - those objectives are to be met. In order to achieve 
a certain number of clients/customers, for example, activities such as ad- 
vertising, public information programs, production levels, sales effort, 
etc. will be necessary. Note that one activity may contribute to many 
objectives. 

5.3. Information necessary to Conduct Activities. After the desired 
activities have been determined, the information necessary to actually act 
must be determined. Before a production process starts, for example, it 

is necessary to know ho^7 to run the machinery, how much output, what quality 
standards, etc. 

5.4. Information necessary to Control Activities. IJhen it has been 
determined how a specific activity is to be performed, then the relation- 
ship of that activity to other activities must be determined to keep the 



organization in a steady state. When the cnothod of production is dotcrnlncd 
production will siiill depend on o«»lco, dictribution, cvaillbility of 
resources, etc. 

5.5. Evaluation of Success. After the objectives, activities, in- 
formation for conduct of activities, and information for control Have been 
determined, standards must be set so that the organisation V7lll be able 
to decide the extent to which the activities are successful. 

5.51. Objectivas Success. Standards are necescary to determine how 
well the objectives (over-all) are being mot. Are the activities - from 
5.2 - achieving their intended objectives -from 5.1? 

5 •52. Information Success. Standards are also necessary to determine 
the contribution of information to the conduct and control of activities. 

6, Developing the Audit Plan. After objectives and activities have 
been determined the first step of the Information Audit comes into focus. 
The first step is to interviexj the members of the organization in order 
to determine vihet information they feel that they need to perform the 
activities they are responsible for. 

6«1. Content. The first aspect of information sought is the content 
or specific data needed. 

6.2. Timing. The second aspect is timing, or V7hen the information 
is needed* 

6.3. Media. The third aspect is media. Through what channel (s) 
must the information core? 

6.4. Format. The final aspect is format or the general composition 
arid style of the presentation of the ihformation. 



6.S. Source, Although source Is no;: considered as an aspect of 
Information, It Is conceivable that there arc situations In uhlch a specific 
source may be needed for information (straight from the horse's mouth) # 
However, the assumption Is thati In scnetal, the source of Information ulll 
be determined by organizational structure rather than the user. 

7. The Conduct Audit. This portion of the audit Is Intended to 
discover how well the Information diffusion system is operating. The key 
question is, '*Is necessary information available and being received?'' And 
if not, "!Jhy not?" 

7.1. Content. The content audit form appears in Figure 2. The for.n 
compares content (data) available to the system with the content needed 

by the system with the content actually received by the person/user in the 
system. This person is the criteria for need and reception, availlblllty 
is determined by the auditor's research (i.e. was the content received in 
another part of the system?). 

7.2. Timing. The timing audit form appears in Figure 3. This form 
compares the time when the information was available to the system with 
the time at which the user needed the information with the time at which 
the user received the information (if ever). 

7.3. Media. The media audit form appears in Figure 4. This form 
compares the media available to transmit the information with the media 
needed by the user (or desired by the user) with the medium (media) through 
which the information was received. 

7.4. Format. The format audit form appears in Figure 5. This form 
compares the formats available to the system with the format needed by 
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CONTENT AUDIT FORM 



A. B. C. 
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USE OF INFORMATION 

to cnake decision (s) 

to conduct activity (ies) 

to control activity (ias) 

to teach 

to inform 

to motivate 

to porsuf.de 

to socialize/entertain 



Figure 3, 
TLMING AUDIT FORM 

A* B* C. 
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USE OF INFORMiVTION 

to make deci8ion(8) 

to conduct activity (ies) 

to control activityCies) 

to teach 

to inform 

to motivate 

to persuade 

to socialize/entertain 
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Figurc i'., 
MEDIA AUDIT FORM 
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to conduct activity (ics) 

to control activity (ics) 

to teach 

to inform 

to motivate 

to persuade 

to socialise/entertain 
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Figurc 5. 
FOmT AUDIT FORM 

A. B. C. 
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to make decision(s) 

to conduct activity (ics) 

to control activity(ies) 
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to inform 
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to persuade 
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4 

the user vith the format received by the user. 

8. The Control Audit, For the purposes of this paper I have chosen 
criteria representative of the types of criteria likely to be chosen by 
the organization conducting the audit. These criteria are arbitrary to 
the extent that the actual criteria employed in an audit of an internal 
information diffussion system would be set by the specific organization, 

8.1, Efficiency Criteria, As the name suggests these are the 
criteria for determining how efficient (in a technical sense) the diffusion 
system is. 

8.11, Cost, The cost criterion compares the expected or planned 
cost of disseminating certain information \;ith the actual costs of the 
dissemination. Cost would be measured in dollars and cents, 

8.12, Time, The time criterion compares the amount of time expected 
or planned for the distribution of certain information with the actual 
amount of time that the distribution takes. Elapsed tine v^ould be measured 
in days, hours, and minutes, 

8.13, Accuracy, The accuracy criterion compares the minimal number 
of acceptable errors in content V7ith the actual number of errors. This 
vjould be measured in terms of number of errors, 

8.14, Intelligibility. The intelligibility criterion compares the 
intended level of difficulty of a message with the actual level of difficulty. 
Intelligibility would be measured in terms of audience level (education, 
experience, etc) and/or audience comprehension cf the message, 

8.2, Effectiveness Criteria, These criteria are intended to determine 
hovj effective the information diffusion system is in providing the information 
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that the users feel they need. 

8.21, Receiver/User. This criterion comparei?. the intended recelver(s) 
of certain information \^ith the actual receivers. The concern is both 

that those who should get information get it, and that others might get it 
(x^;hether or not these others ought to have the information would be* a 
decision left to the organization). 

8.22. Content. The content criterion compares the data intended to 
be transmitted with the data actually received (according to receivers). 

G.23. Timing. The timing criterion compares the time at which infor- 
mation is needed vith the time at which it is received. 

8.24. Media. This criterion compares the media used to transmit some 
amount of information v?ith the media through which the information is 
received (the plural word 'media' is used because information is generally 
transmitted in an organization through a combination of media). 

8.25. Format. The format criterion compares the format in v;hich 
the information was sent with the format in which the information was re- 
ceived. 

8.26. Source. The source criterion compares the intended or responsible 
source of certain information with the actual source. The control audit 

form appears in Figure 6. 

9. Over-all Evaluation. The plan for an internal information diffusion 
system audit as presented is admittedly vague in some areas. Only the 
application of the plan to specific organization (or organizations) would 
be likely to reduce this vagueness • 

9.1. Information Uses. The uses of information are activities in- 
cluding decision making, conducting activities, controlling activities, 
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Figure 6, 
CONTROL AUDIT FORM 



Efficiency Criteria 
Cost-Planned 
Tine- Planned 

Accuracy- Planned 



vs. Cost-Actual 
vs . Time-Actual 

VG. Accuracy-Actual 



Variance 

above, belox; planned cost 

received before/after 
intended time of receipt 

number of errors more/ 
less than acceptable 



Intelligibility-Planned vs. Intelligibility-Actual understanding level 

above/belov? desired 



Effectiveness Criteria 
Receivers 

Content 

Timing 

Wed ia 

Format 

Source 



1. Did all. intended re- 
ceivers get the data? 

1. Was all necessary data 
transmitted? 

1. Mas data available 
x?hen needed? 

1. Through V7hat media 
v;ere data received? 

1. In v?hat format v?as 
data received? 

1. Who \-^as the immediate 
source of the data? 



2. Did any unintended re- 
ceiver get data? 

2. Was any unnecessary 
data transmitted? 

2. Hoxj long x;as data 
stored before use? 

2. Were more efficient 
media available? 

2:. Were more efficient 
formats available? 

2. Were more credible 
sources available? 
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teaching, informing, motivating, persuading, and socializing or entertaining. 
Since the evaluation of any of these activities must be made by and in terms 
of the person performing the activity, there is a great potential for 
bias. This might be especially true in view of the human tendency to take 
credit for success and try to shift the blame for failure. 

9«2. Interpretation. The variances developed in the conduct and 
control audits must be interpreted, but at this point in time these inter- 
pretations are wide open. Since there is no pattern of tradition for the 
interpretation of the variances, I am uncertain how others would interpret 
them. Moreover, I am not certain that 1 want to set doxm rules or even 
conventions for interpreting the variances for fear of including misleading 
interpretations or excluding very useful interpretations, 

9.3. Re-assessment. Although not specifically stated the audit plan 
represents a continuous process of re-assessment. The criteria for evalua- 
tion, the information needs, the information generated or found, the 
activities, and the objectives must constantly be re-evaluated for their 
contribution to the organization. The program for this re-assessment appears 
in Figure 7. But the process of continual re-assessment is inconsistent 
with the stability promogated by many bureaucratic organizations. Thus, 
the organizations most likely to need revisions of their internal information 
diffusion systems are also the organizations most likely to resist the 
audit plan. 
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Question 1 
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Hoxr uill ObjectivGs 
be. evaluated? 



lloTT rill ' Activities 
be evaluated? 



HoT-i 'fiill Control 
be evaluated? 



Heir will Conduct 
be evaluated? 



Questions : 
It, ;,as the informa- 
tion liecessary and 
6\ifficient to Con- 
duct Activities? 
2m Las the informa- 
tion liecessary and 
Sufficient to Con- 
trol Activities? 
3. Did the Activi- 
ties Contribute to 
the Objectives? 
U» Are the Object iv( 
Realistic? 
5« I ere the Objec- 
tives Achieved? 
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